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1. About the project
The SATISF’ACTION Project, undertaken by 6 organisations from Poland, Malta, France, Spain, Greece
and the Czech Republic, aims to provide managers and owners of small companies with better
knowledge and tools for the proper assessment and management of the employees’ job satisfaction.
The 6 organisations part of the project are Orange Hill from Poland, being the Lead partner, the
International Integrity Foundation from Malta, Indepcie SCA from Spain, INSTITUT INPRO from Czech
Republic, Leno Consulting from France and Smart Umbrella Management Solutions from Greece.
The success of any company is affected by the satisfaction of its employees because employees who
are satisfied and content with their jobs, are those who are indeed more productive and committed
towards their job and are more likely to remain working with their employer.
Research in the area of employees satisfaction shows that managers and owners of small companies
need more support in their understanding and efforts with regards to employee satisfaction. This
matter is indeed very important because the success of any company is affected by the satisfaction
of its employees. The research conducted before the project proved that employees of small
companies feel less valued and perceive different satisfaction factors than those in big companies.
Employee satisfaction is not being measured and managed in an adequate manner amongst the
small companies and this due to challenges related to insufficient tools and initiatives, financial and
human resources, or otherwise very costly and complex tools difficult to implement.
Additionally, the labor market situation in Europe during and due to the coronavirus pandemic is
having a critical effect on these small companies, which makes it even more challenging for them to
compete with big companies.

“The success of any company is affected by the satisfaction of its
employees”.

All this presents the need for small companies to be provided with adequate knowledge and tools so
that the owners and manager of these companies measure and manage the satisfaction situation of
their employees in a more efficient way. Therefore, the SATISF’ACTION project aims to enrich the
work-based learning offer for small companies by designing, testing and disseminating an innovative
and practical package for the effective assessment and management of employee satisfaction in
small companies. Additionally, the level of awareness, the management and the assessment
practices differ from one country to another and therefore this paper presents further an analysis of

such differences, whilst also offering insights into practical solutions adopted by small companies in
various countries. Another objective of the project is to raise further awareness of the business
advantage of of effective management of employees’ satisfaction, of creating and maintaining a
content workforce in an inclusive workplace environment built on values and long-term work ethics.

2. Research context
One of the key objectives of this paper is to inform the reader about the complex issue that
employee satisfaction, its management and assessment, represent in small companies. It also aims to
present the situation and challenges faced in this regard, not only across the six European countries
participating in this project, but also across the EU. Another important element of this paper is the
collection of best practices and success stories derived from the surveys carried out by the partners
in this project. These success stories were compiled as a source of inspiration, and are addressed not
only to owners and managers of small companies but also to other interested target groups.
The process towards the design of this report was informed by a desk research, carried out by each
of the six partners, and followed by the design of analytical tools which were developed and agreed
on a mutual basis. The focal point of the document is the mapping of the findings related to the
assessment and management of employees’ satisfaction in small companies across the 6 partner
countries. Additionally, the structure of these national scenarios or chapters, is based on common
investigation areas and methods, carefully agreed upon and used as part of the national surveys
conducted by the partners and described further down in this report.
The document is not only addressed to decision makers of small companies but also to a wider target
group, such as all individuals interested in improving the level of satisfaction of their staff, and those
who represent smaller organisations of any kind (up to 50 people). Apart from this, the final output is
also targeted to Human Resources (HR) consultants, experts and trainers, or various bodies who offer
professional services, information and guidance to small businesses.
The main expected impact of the document is the spreading of information and best practices that
can inspire and encourage a more effective management of

employees’ satisfaction in small

companies and organisation.

3. Methodology
The report presents a unified methodological approach, based on primary and secondary data
sources and research on the topic of employees’ satisfaction and its management and assessment by
owners and managers of small companies. The results provide a strong basis for the identification of
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opportunities and for the development of forward-looking perspectives for managers, owners, HR
consultants and of course employees of small companies.
As part of the primary data collection, and based on a commonly agreed framework, six national
level surveys were carried out by the six partners participating in the project. The surveys offer a
unique source of comparative information on the situation on the gound in the partner countries.
These surveys were carried out in a three-pronged manner. The partners circulated an anonymous
questionnaire to owners and managers of small companies in Poland, Greece, France, Malta, Spain
and Czech Republic. This was followed by the organisation of in-depth interviews with owners and
managers of small companiess, as well as with HR consultants.
The secondary data was collected as part of a desk research on the EU-wide situation done by each
partner and using information from online articles, journals, company manuals and general statistical
information. Apart from the desk research on Poland, Greece, Malta, France, Czech Republic and
Spain, the partners also analysed the EU background and speccific situation in the following
European countries: the United Kingdom, the Republic of Ireland, Cyprus, Bulgaria, Germany,
Belgium, Switzerland, Italy, Portugal, Slovakia, and Austria. These countries were selected on the
basis of geographical proximities, language and cultural similarities with the partner countries in this
project. This additional research was done with the purpose to further widen the analysis of the
present issue related to general job satisfaction levels, and employee satisfaction assessment and
management practices, in small companies.
Regarding sample size, 169 respondents from Poland, Malta, France, Greece, Czech Republic and
Spain replied to the online questionnaires, followed by 23 in–depth interviews with owners and
managers of small companies and 19 in–depth interviews with HR managers.
In addition to this, the data and information collected was analysed and interpreted using statistical
tools, quantitative and qualitative approaches, as well as visual presentation instruments like graphs,
tables, figures and bar diagrams.
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4. Research findings
4.1. European background situation
As anticipated, the desk research focused on collating general and statistical data about levels of
employee satisfaction, and the management process of such, in small companies in the following
countries: the UK, the Repoublic of Ireland, Malta, Greece, Cyprus, Poland, Germany, Bulgaria,
France, Spain, Switzerland, Belgium, Portugal and Italy. The research findings also highlight some
important determinants of job satisfaction.
According to the preliminary findings of a new survey by ‘’Mercer Human Resource Consulting’’
covering over 1,100 workers, in 2019, fewer than two-thirds of the employees (64%) in the UK were
satisfied with their jobs. Furthermore, another report shows that fewer than 6 in 10 employees (59%)
felt a strong sense of commitment to their organization – a 5% decline since 20021. ‘’The engaged
employer’’, a report by ‘’Moorpay’’ presents the result of a 2019 survey of 2,053 employees and 556
employers, including 334 businesses. The findings of said report indicate that the financial incentives
are the most popular benefits amongst employees working in SMEs in the UK, and this was valued by
30% of respondents2. The majority (87%) of SME employers agree that in 2019, staff are looking for
more than just generous pay benefits; however, 30% feel that ‘soft’ benefits have minor to no
importance in attracting and retaining staff.
“The majority (87%) of UK SME employers agree that in 2019, staff are looking for
more than just generous pay benefits, however, 30% feel that ‘soft’ benefits have
minor to no importance in attracting and retaining staff.’’
In Ireland, according to a Eurostat survey carried out in 2018, 38.4 % of the employees were satisfied
with their jobs3. This is a relatively high percentage when compared to the rest of the EU countries.
However, the National Employer Survey conducted by the National Centre for Partnership and
Performance (NCPP)4 found that the Irish SMEs exhibited limited co-working practices (teamworking) and were especially deficient in human capital development, formal performance reviews
and staff training. The findings suggest that SMEs were more likely than larger firms to have
employee involvement practices such as, for instance, discretion in carrying out work and direct
involvement in decisions. It is also interesting to note the availability, since 2018, of a Workplace
1

https://www.amanet.org/articles/survey-shows-uk-job-satisfaction-and-commitment-on-the-decline/
Ibid
3
https://ec.europa.eu/eurostat/statistics-explained/index.php?title=Archive:Quality_of_life_in_Europe__facts_and_views_-_employment&oldid=236091
4
https://www.era-learn.eu/documents
2

Innovation Toolkit. This online business diagnostic tool is aimed to help enterprises and their
workforces identify where there is scope for improvement, including questions about the company’s
employee engagement, innovation, productivity and training approaches. However, the Local
Enterprise Office (LEOs) and other agencies do not make systematic use of such a business diagnostic
tool.5

“Micro establishments are the least likely to have training plans, business
plans and training budgets”.
Following this, in another EU country – Malta, Eurostat data shows that for 2015, 51% of Malta’s
workers expressed satisfaction with their jobs; 41% would not give an answer or claimed that they
are not sure as to how to claim their situation6. By 2018, the situation in Malta deteriorated
significantly, Eurostat data showing that only 28.4% of the employees were satisfied with their jobs
when compared with the rest of the EU member states.7
In Bulgaria, however, the situation is bit different than the above mentioned countries. The below
Figure 1, also based on Eurostat data and presenting the comparative situation of Bulgaria, Greece
and Cyprus, shows that the largest proportion (55%) of Bulgarian employees have low levels of job
satisfaction. Another 30% of employees show medium job satisfaction%, and only 15% are the ones
who are the most satisfied with their jobs8. One of the determinants for this high level of employee
dissatisfaction might be low salaries, and no awareness on the matter among the managers.
Additionally, desk research literature shows that the managers of Bulgarian SMEs focus on training,
communication and teamwork and marketing.
In the case of Greece, the research shows that there is not enough data on employee satisfaction and
its management and assessment by SMEs. Most of the surveys and key findings relate to specific
economic sectors. The graph below (source of data: Eurostat) also indicates that in Cyprus, the
largest percentage is concentrated in the medium satisfaction of employees which represents 60%;
and in Greece, the largest percentage is concentrated in the low satisfaction of employees which
represents the 40%.

5

OECD Studies on SMEs and Entrepreneurship, SME and Entrepreneurship Policy in Ireland
https://timesofmalta.com/articles/view/just-half-of-maltese-are-satisfied-with-theirjob.672541#:~:text=Just%20over%20half%20of%20workers,Union%20statistics%20office%20data%20shows.
7
https://ec.europa.eu/eurostat/statistics-explained/index.php?title=Archive:Quality_of_life_in_Europe__facts_and_views_-_employment&oldid=236091
8
Eurofound, Bulgaria: Job satisfaction in light poor economic outlook, 17/03/2014Bulgaria: Job satisfaction in light of poor
economic outlook | Eurofound (europa.eu)
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Figure 1.

Regarding Spain, although the country is repeatedly at the top of the list of well-being and higher
quality of life (fifth place according to the International Institute for Applied Systems Analysis (IIASA,
2018), the employment situation and the relationship of the Spaniards with their work is generally
scaled at a lower level when compared to the overall well-being aspect. However, the Randstad
Workmonitor (a study carried out by the temporary employment agency) reveals that Spanish
professionals register a higher rate of job satisfaction than the average recorded in Europe. In
addition to this, the human resources consultancy firm Hays indicated that in 2019 71% of the
Spanish workers are satisfied with their job, although this percentage has fallen by three points in
one year.The main key determinants to job satisfaction in Spain are salary, insecurity, sense of
stagnation and lack of professional progress, and lack of objectives amongst others.

“In 2019, 71% of the Spanish workers were satisfied with their jobs, although this
percentage has fallen by three points in one year”.

Regarding general statistics on job satisfaction in Italy, in 2019, the National Institute published that
78% of the working population reported to be satisfied at work (17% very satisfied and 61% quite
satisfied), while only 21% were little or not at all satisfied with their work situation.
According to data analysed by the Osservatorio, some of the factors leading to this satisfaction levels
are the following: interest in one's own duties (63.7%), followed closely by travel time between home
and work (62%) and the working environment and relations with colleagues (57.4%). At the bottom
of the list are
9

stability (52.5%), salary (32%) and opportunities for career advancement (28%). As regards to the
below comparative table (2018 - 2019), it is interesting to note that Italy is the only country that has
increased its satisfaction level percentage in recent years, while Portugal and Spain
have a clear decline in job satisfaction levels.
Figure 2.
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Following this and according to the Ramstad Workmonitor (Figure 2), referred above, Portugal is one
of the European countries with the lowest level of job satisfaction, with only 66% of respondents
saying they are satisfied with their work. This figure places the Portuguese country six points below
the EU average (72%) and tied with Greece. According to other reports, almost 90% of the workers in
Portugal, covered by a national Labour Conditions Authority (ACT) survey say they are satisfied with
their jobs, however, less than half consider they have adequate pay or good career prospects.
Research also shows that only 42% of women and 33% of men claim to have 'adequate remuneration
for their work' and only about 40% of both men and women consider that work offers them good
prospects for career advancement.
“Portugal is one of the European countries with the lowest levels of job
satisfaction”.
The situation in France, Switzerland and Belgium is a bit different from the one in Portugal and Spain.
An online study conducted in 2019 in France, Switzerland and Belgium amongst employees aged 1865 years old, shows that in France, 68% of the employees say that they are satisfied with their job,
19% moderately satisfied and 12% are very dissatisfied. Belgium and Switzerland have a higher
satisfaction rate among their employees (71%), and another 18% are moderately satisfied. In
10

Belgium, for instance, research shows that 70% of the employees in small companies have the
opportunity to work one day a week from home, and this measure has been beneficial for employees
and employers because this flexiblity allows a gain in terms of workspaces, and also reduces staff
departures from the company.
On another note, and based on the analysis of scientific articles from Emerald and Research Gate, it
appears that employees in Germany are generally rather satisfied with their work. A Randstad
survey, shows that in 2017 only 65% of the survey participants were satisfied with their job.
However, in 2018, according to a survey by Gallup, 69% of the respondents say they were satisfied or
extremely satisfied with the company their work for. Nevertheless, it appears there is a difference
between "satisfied" and "engaged." Gallup’s report found that 15% of German workers were
engaged, 70% were not engaged and 15% were actively disengaged. Gallup's approach to measuring
engagement of employees aims to show the level of their motivation through a sense of support and
emotional attachment to their employer. The positive effects of this engagement approach can be
seen in greater profitability, productivity and discretionary diligence.
The table below (from the Gallup State of Global Workplace Report, 2018) displays the difference
between the importance and the level of satisfaction along specific determinants of job satisfaction
and engagement amongst German employees (on a scale of 1.00 to 5.00).
Importance of need

Satisfaction with need

Difference

Job security

4.52

4.28

-0.24

Great colleagues to

4.44

4.24

-0.20

4.33

4.15

-0.18

4.45

3.96

-0.49

4.35

3.77

-0.58

3.72

-0.41

JOB SATISFACTION
NEEDS

work with
Vacation days
ENGAGEMENT
NEEDS
Doing what I am really
good at
Great manager

Autonomy
4.13
Gallup, State of Global Workplace Report, 2018.
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In 2019, in Poland, according to ‘’Statista’’, a total of 68% of the respondents of a survey were
satisfied with their job. IT employees were the happiest (76%) whereas workers in transport and
logistics were the least satisfied (only 29%)9. Findings also show that the satisfaction of the
company’s customers was an important aspect for the Polish employees.
In Czech Republic, a 2016 survey including 2,200 respondents showed that almost 72% of the Czech
employees were satisfied with their jobs. It also found that factors such as financial compensation
(salary) and flexibility were some of the most important determinants for a satisfied employee in
Czech Republic. Other determinants included the possibility of flexible working hours, work from
home or the possibility of part-time work, as well as work attractiveness in general. Another 2019
survey found that the overall satisfaction of employees has not changed in the almost three years,
with the same percentage of 72% of the employees remaining generally satisfied with their
employment. For Czech employees, the main determinant for job satisfaction remains salary
evaluation and its increase.

“For Czech employees, the main motivating factor for employees’ satisfaction
remains salary evaluation and its increase.”

In the case of Slovakia, ‘’Manuvia’’ - a personnel agency focusing on research, recruitment, training
and consulting in the field of personnel strategies, commissioned in 2019 an official employee
satisfaction survey and according to it, more than half of the interviewed employees were preparing
(33%) or already decided (23%) to change their jobs. Almost a third of the interviewed employees
would appreciate flexible working hours. In general, flexible working hours would be especially
welcomed by women and people under the age of 44 and people who can be expected to have to
combine work with caring for a family. Other relevant research shows that 25% of Slovak employees
feel emotionally drained by work, which corresponds to the average of all EU member states.
The Austrian employees appear to be the happiest when compared to the rest of the researched
countries. The General Job Satisfaction index (GJSI) of Austrian employees has ranked their jobs’
satisfaction levels from 75 to 80 points. However, such high job satisfaction of employees has been
measured only twice since 1997. Since 2019, the curve began to decline again and returned to almost

9

https://www.statista.com/statistics/1100545/poland-job-satisfaction-bysector/#:~:text=According%20to%20the%20source%2C%20a,least%20satisfied%20%2D%20only%2029%20ent.
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the original values of about 76 to 77 points. It is also important to note that the corona virus
pandemic implications has not been taken into account in this index.
In summary, the European wide desk research carried out did not present much diverging and
distinct patterns between the researched countries. Nevetherless, there are a few apparent
contrasts which show that countries such as Austria and Switzerland have some of the highest rates
of overall satisfied employees, whilst countries such as Portugal, Bulgaria and Greece display some of
the lowest levels of jobs satisfaction. Factors such as low salaries and long working hours might be a
reason for these dissatisfaction levels. It also appears that most small firms lack or do not make use
of sophisticated HR management systems, possibly because they do not have sufficient financial
resources and proper HR staff and structures. This lack of resources could also explain why small
firms participate to a lesser extent in training activities than bigger firms do. 10
Job satisfaction is considered to be a particularly important factor in assessing levels of well-being
and quality of life. In this regard, the research findings demonstrate that the Spanish and the Italian
statistical authorities regularly carry out studies in this area, while private international and national
bodies in each of the countries regularly assess the levels of employee job satisfaction. There is
however no evidence that such asssessments are systematically done by managers of SMEs as well.
Nevertheless, iInformal assessments are done in other countries such as Ireland, the UK, France,
Poland, Greece and Malta. The most common assessments found in SMEs and small companies (up
to 50 people) are mostly internal meetings based on internal communication arrangements.
In addition to this, the desk-research suggests that some of the most common key determinants of
employee satisfaction are financial incentives (salary and other remunerations). Nevertheless, 30%
of the UK SMEs employers feel that ‘soft’ benefits have minor to no importance in attracting
and retaining staff. For Poland and Germany for instance, corporate culture is another important
aspect. Whilst most of the employees in Germany feel ‘’engaged’’ with their jobs rather than
satisfied, for Poland the satisfaction of the company’s customers is an important determinant of
employees’ satisfaction with their jobs. For Slovak employees, flexible working hours are important
and these are especially welcomed by women and people under the age of 44. In Italy, determinants
such as an interest in one own’s duties and travel time from work to home are suggested as highly
important factors for jon satisfaction. Furthermore, opportunity to work from home one day a week
by 70% of Belgian employees of small organisations proved to be beneficial for both the employees
10

Edwards, P. (2010), Skills and the small firm: a research and policy briefing, UK Commission for Employment
and Skills.
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and the employers11. In France, the large majority of employees (77%) find meaning in their work,
56% believe that their company takes care of their well-being and 81% believe that there is good
understanding within their company.12
It is also evident from the above desk-research that small companies do not make use of diagnostic
business tools tailored towards the specific assessment of the employees’ satisfaction in their
companies

4.2. Specific situation in 6 project partner countries
The sections below outline six national situations with regards to the level of awareness, assessment
and management practices vis-à-vis employees’ satisfaction by small companies owners and
managers in Malta, Greece, Poland, Czech Republic, France and Spain. The findings of these national
situations are based on national surveys carried out between February and March 2021.

4.2.1 Malta
1. Introduction
Research in the area of employee satisfaction indicates that the way it is assessed is not always
straight forward, the reason being is that, a broad collection of factors and elements exist which can
in turn affect the overall assessment and management of employees’ satisfaction.
In Malta, as many as 98.7% of all businesses are small enterprises, providing 56.6% of all local jobs13,
hence not surprisingly that they are considered the economic pillar and backbone of the Maltese
society.14 Eurostat data shows that for 2015, 51% of Malta’s workers expressed satisfaction with their
jobs, whilst 41% would not give an answer or claimed that they are not sure as to how to claim their
situation.15 In comparison to 2015, in 2018, Eurostat’s findings show that 28.4% of the employees
were satisfied with their jobs when compared with the rest of the EU member states16 meaning that
there was a noticeable decline in the percentage of the employees satisfied with their jobs.

11

Source 2016 :https://www.attentia.be/sites/default/files/imce/Onderzoeken/Attentia_whitepaper_Les-Belges_et_le_bien%C3%AAtre_au_travail.pdf
12
Source : https://newsroom.malakoffhumanis.com/assets/malakoff-mederic-humanis-presente-les-resultats-de-la-11e-edition-de-sonbarometre-sante-et-qualite-de-vie-au-travail-a792-63a59.html?lang=fr
13

2019 Malta SBA Factsheet - https://cutt.ly/Gcer6kP
https://www.pwc.com/mt/en/publications/family-business-survey/family-business-survey-2016.pdf
15
https://timesofmalta.com/articles/view/just-half-of-maltese-are-satisfied-with-theirjob.672541#:~:text=Just%20over%20half%20of%20workers,Union%20statistics%20office%20data%20shows.
16
https://ec.europa.eu/eurostat/statistics-explained/index.php?title=Archive:Quality_of_life_in_Europe__facts_and_views_-_employment&oldid=236091
14
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In line with this and as part of a national level survey methodology adopted in the project, the
International Integrity Foundation (IIF) undertook a national survey aimed at collecting primary data
on the national situation of employee satisfaction assessment and management in various small
companies in Malta. The survey was carried out in a three-pronged manner and the first step was to
circluate an anonymous questionnaire to owners and managers of over 100 small Maltese firms, to
which 27 valid responses were received.
Following this, IIF, carried out in-depth guided interviews with owners and managers of 4 small
Maltese companies, 2 of which were microenterprises. These interviews were carried with
representatives of small companies of various sizes – ranging from 3 to 10, 20 and 35 employees. It is
worth noting that equal gender representation amongst these interviewees has been ensured.
In parallel to this, IIF, carried out in-depth guided interviews

with 3 Human Resources (HR)

consultants assisting small Maltese companies. The HR consultants contributed towards the survey17
by offering a wider perspective of the employee satisfaction assessment and management situation.
Solid gender representation has been sought for these interviews as well, with 1 of the 3 HR experts
interviewed being a woman. All data is collected and processed in accordance with the General Data
Protection Regulation (EU) 2016/679 (GDPR) and the Data Protection Act (Cap 586).

2.

Summary of findings

The 4 sections below, namely, awareness, assessement approaches, management approaches and
needs and requirements aim to highlight the main findings drawn from across the online
questionnaires, the in-depth guided interviews with small company owners and managers, as wells
as the interviews with HR consultants.

Awareness
The main results show that owners and managers of small companies are indeed well aware of the
the level of satisfaction of their employees and are confident that they know how to manage it. This
is backed up by 93% of the questionnaire respondents who very strongly agreed that employees’
satisfaction is crucial for the overall success of the entire organization. This is even more apparent
from the vast majority of said respondents (>89%) considering that satisfied employees are effective,
treat their work duties with due diligence and create a good atmosphere in the company. All the

17

The majority of those choosing to respond to a voluntary survey are typically those interested in a specific
topic. Those not interested in a topic usually do not put in the time necessary to respond to a survey on that
topic.
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interviewees were also very much aware of the importance of employee satisfaction for long-term
company resilience, viability and sound management.
However, what appeared to be rather contradictory to the above is that only 78% of questionnaire
respondents said they are aware of the specific level of satisfaction of their employees, whilst
according to the reponses provided by the HR consultants; only about three quarters of small
enterprises actively address enployee satisfaction, meaning that there is a gap of some 22-25%.
As regards the main factors infuencing employees’ satisfaction, the vast majority of therespondents
(>80%) considered these to be the relations with co-workers and the direct supervisor, the overall
work environment, individual goals and tasks, and remuneration. In contrast, the aspect of
employement sustainability was rated as not so important when compared to the rest of the
determinants (48% of the respondents). (Figure 3 below)
Figure 3.

What is quite worrying though, is that sometimes managers are not even aware that they have issues
of employee dissatisfaction and this might very much depend on the culture of the organization.
Companies without dedicated HR staff do not pay sufficient attention to employee satisfaction,
which appers to be problematic and it might mean that the importance of employee satisfaction is
not sufficiently understood or valued. The organizational culture differences also lead to some
engaging actively with their employees, while others, such as for instance longer established family
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businesses where older generations are still in charge of management, paying less attention to their
employees’ satisfaction.

Assessment approaches
Specific questions on assessment approaches also confirmed the above mentioned gap, with only
74% of repondents confirming that they do assess the employee satisfaction in their companies. The
vast majority (75%) of these are undertaking employee satisfaction assessments separately from the
performance assessment practices.
Figure 4.

In-depth interviews with managers and owners further showed that the assessment approaches very
much depend on the size of the company, meaning that in microenterprises, the main approach to
assessment is through direct communication with the employees, both informally (e.g. in social
contexts), and through more formal discussions (often in the form of quarterly meetings). What is
interesting is that representatives of companies with more than 10 employees reported to be
following the same assessment processes as the ones followed by microenterprises, however they
also added that they run occasional and anonymous employee satisfaction surveys.
What appears evident from these interviews is that a mix of informal and formal, direct and
anonymous assessment approaches are preferred. The purpose of this is for managers to balance the
advantages and disadvantages of each of said approaches. In addition to this, the cost-efficiency of
direct communications makes it the most preferred approach. However, as the team grows in size,
both time constrains and different communication preferences amongst the staff, require that, more
formal, anonymous and asynchronous survey tools are used.
17

Figure 5. below shows that the assessments appear to be done on regular basis, with a total of 60%
of respondents reporting that they are assessing their employees at least once every 6 months and
35% carrying out such assessments once per year. The use of formal vis-a-vis informal assessment
approaches appears to be almost equivalent, with just a slight propensity for formal employee
satisfaction assessment (55%).
Figure 5.

As regards the resources and tools used for devise and implement formal employee satisfaction
surveys, the HR consultants highlighted the importance of tailoring such surveys based on reputable
HR industry sources such as Gallup Engagement Survey, GENOS Emotional Culture, and to try to
address comprehensively all the different determinants of job satisfaction. Off-the-shelf digital tools
for employee satisfaction survey are also found useful, such as, for instance Tiny Pulse, and 15Five
that be set-up to automatically send a few questions every month to the employees. An in-depth
interview-based employee survey once a year might be another viable option, too. This is best done
by engaging in an external HR expert who can separately speak with the employees, encouraging
them to voice their concerns and simultaneously offering them the psychological safety of speaking
confidentially.

Management approaches
As shown by Figure 6. below, the vast majority of questionnaire repondents (82%) see employee
satisfaction assessment as part of the company's business strategy, with an even higher number of
them (89%) taking into account results of employees’ satisfaction assessment when planning
18

organisational changes. They do not just assess the level of satisfaction of their employees, but take
measures to manage it so as to improve it or keep it at the high level conducive to successful
business operations.
Figure 6.

Employee satisfaction ispart of the company'sstrategy and the results
followinginternal changesare take into account in the business
plans/strategies
yes (Employee satisfaction assessment
is included in their company's
strategy)

11.1%

no (Employee satisfaction assessment
is not included in their company’s
strategy)

81.5%

yes (the reusults following interal
dicussions and surveys are taken into
account)

88.9%

no (the results following internal
discussion and surveys are not taken
into account)

18.5%

The main areas in which the majority of repondents made changes based on employee satisfaction
assessment findings relate to the work environment (76%), individual goals and tasks (68%), work life balance (64%), internal communication (60%), professional development possibility (52%) and
remuneration (48%).
The interviewed owners and managers of small companies shared further details on such
management approaches. Some good practices were derived from these in-depth interviews. In
particular, it was pointed out that the creation of an open, flexible, supportive and appreciative work
environment is crucial. The mangers of these small companies also stressed that people should be
treated individually as everyone is different, whilst also avoiding favoritism, or the perception of such
within the organisation. Apart from this, any signs of employee dissatisfaction should be detected
and looked into as early as possible. As regards to remuneration, it is important for one to try and
pre-empt salary dissatisfaction by being aware of the compensation offered by competitors and thus
by trying to keep salaries competitive. If the company cannot offer competitive salaries, then
compensation with time-offs instead or other benefits (e.g. on-the job training opportunities, profitsharing, employee stock options) can be offered. What was underlined as important in addition to
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the above, was that the employees’ aspirations towards their continuous professional development
should be respected. Moreover, that the best approach to managing employee satisfaction is to have
a mix of core, basic measures and varying add-on initiatives to keep up employee satisfaction.
Keeping “fresh” the add-on initiatives is important as they typically lead to increased employee
satisfaction for a while, but then their effectiveness stops as they lose their novelty.
During and due to COVID-19 imposed work-from-home practices, some companies have been
offering a lump sum to each employee to set-up their home office (e.g. EUR 300 to buy a good chair,
desk, etc.), as well as a monthly allowance to cover for extra cost of electricity and internet. In
addition to this, managers highlighted that it is essential to allow flexibility in terms of work from
home arrangements and some mentioned the idea to have a “Duvet Day” per quarter - an
unscheduled extra day leave from work, taken to alleviate stress where an employee can take a day
off without giving any reason or notice. Showing appreciation to employees can also be done by
taking them out for coffees and lunches, every now and then, and in this way, the team spirit can be
reinforced further. For HR consultants, good management of employee satisfaction revolves around
the need for company owners and manager to better understand and address the root cause of
dissatisfaction, as well as being transperent with the employees when explaining any plan of action.
What might help further is to involve the employees in co-creating HR interventions and measures to
address a certain level of dissatisfaction.

Needs and requirements
So, what do small company owners and managers need in order for them to be able to better assess
and manage employee satisfaction? In-depth interviews with small companies owners and managers
indicate that requirements such as time and financial resources, specialised HR personnel and
training related to HR matters are amongst the top most needed. The use of tools which are easy,
fast and more affordable to deploy were also mentioned, whilst more information on general
employment trends, good practices and employee motivation initiatives in other similar companies
(size, industry wise) seemed to be also needed.
The majority of the questionnaire repondents said that in order for them to better assess employee
satisfaction they need more time (63%) and specific assessment tools (56%). More than third of the
respondents also indicated that they need more educational resources and training and they also
need to launch formal procedures for such assessments and more financial resources to do all these
(37%). Specialised personnel or consulting support requirements have also been pointed out by a
total of almost 41%.
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Looking towards their needs for being able to better manage employee satisfaction, no specific
requirement got the backing of the majority of respondents. Nevertheless, the need for more time
and more educational resources and training were again the top most mentioned (by almost half of
repondents -48%). Interesting to note is that a total of 63% of the repondents also indicated that
they would need coaching sessions or consulting support, whilst only 15% of respondents are seeking
to improve own competences on their own. More financial resources for this activity is required by
44% of the repondents.
The need to address employee satisfaction earlier in the employment lifecycle, as from recruitment
stage was mentioned too. In addition to this, managers stressed the need for further information,
particularly about how employees in their 20s, 30s, 40s, 50s differ in terms of their expectations of
the work environment and key determinants of job satisfaction. More awareness of other similar
companies (in size, sector) that can provide case studies and serve as role models for employee
satisfaction was reported as a key requirements by the HR consultants as well. A compendium of
sources of information on HR trends and guide on good practices for employee satisfaction
assessment and management were part of the requirements list, too. In addition to this, it was noted
that more involvement in awareness raising, guidance and support for better employee satisfaction
are needed from the local business and HR professionals associations.

3. Best Practices
The below best practices were identified during the survey:

Best practices for assessing employee satisfaction
•

Regular tracking of the employee satisfaction is highly recommended, as the general trend is
more important than the situation at a specific point in time. Regular assessments are also
needed so as to capture the change of mood that occurs after particular HR management
interventions are made, and thus assess their effectiveness. As regards the regularity per se,
the interval between formal assessments very much depends on the size of the company and
the resources available to analyse and action upon the feedback. Don’t assess too often if
you cannot properly analyze the feedback and address the situation.

Best practices for managing employee satisfaction
•

Share the results of a survey also with the employees, not just amongst the management. In
this way, the employees get a first level of validation for the effort they made in engaging in
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the survey and answering the questions. Not closing the communication loop from
management to employee can lead to employee dissatisfaction in itself.
•

The plan of action to address the identified situation should also be communicated to the
employees, or should improvement measures cannot be taken, the reasons for such stance
should be clearly explained. Even better, co-create together with the employees measures
to address the findings of a survey - find together the right solutions, those that are both
feasible and effective.

•

Be aware that different people have different characters, needs and preferences, and thus
some tailoring of interventions to manage everyone’s situation is needed. However, it is
important to strike a balance between tailoring interventions and having a general,
consistent approach applied across the board, so as to avoid any form of favoritism.

•

Try to pre-empt salary dissatisfaction by being aware of the compensation offered by
competitors and by keeping salaries competitive. Managers and owners need to be honest
and open with their employees and if the company cannot offer competitive salaries, then
one needs to try and compensate with time-off instead or other benefits.

•

With the assistance of HR staff or consultants, tailor employee engagement surveys using
reputable HR industry sources as a base(e.g. Gallup Engagement Survey, GENOS Emotional
Culture). Otherwise, use off-the-shelf digital tools (e.g. Tiny Pulse, 15Five) that can
automatically send a few questions every month to your employees.

•

The core foundation of employee satisfaction assessments in small companies are informal
meetings. Any formal tools such as surveys should come on top, mainly to confirm the
findings from the informal meetings and discussions. Such a mix is important because it gives
opportunities to provide feedback to all types of individuals, notwithstanding their
personality and communication preferences.

4. Conclusion
The findings of this national survey confirm that assessment and management of employee
satisfaction is generally given due importance by managers, owners and consultants of these small
companies in Malta. Nevertheless, there is still significant room for improving such assessment and
management practices and of ensuring their long-term effective implementation.
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The majority of those surveyed indicated that they are fully aware of the importance of employee
satisfaction in general. There is also a general confidence that they can manage employee
satisfaction. However, some discrepancies were detected in relation to their awareness of specific
levels of employees’ satisfaction. The HR experts interviewed also expressed concerns as to the
overall level of awareness of the importance of employee satisfaction for the long-term viability and
success of a company, the business case and return on investment in HR measures.
When it comes to the structure and the organisation of these small companies, time, financial
constraints and lack of proper resources are some of the challenges, which need to be addressed in
more detail. Another problem highlighted is that sometimes managers are not even aware that there
is employee dissatisfaction in their companies, a problem reported to very much depend on the
organizational culture.
The interviewees also made some recommendations for how the employees could take more charge
of their job satisfaction, for instance by having a purposeful job, one that gives them a clear sense of
progression along their envisaged career and professional path. They need to also be feeling valued,
empowered and challenged whilst also being able to perform well both at work and outside it. These
are some of the understandings of employee satisfaction through the eyes of managers and owners.
In their views, remuneration is an important aspect too, but it is more of a hygiene factor, meaning
that it is a basic requirement, but not necessarily the source of true work satisfaction.
Given the importance of employee satisfaction to long-term company resilience, viability and its
overall benefits towards the sound management of their small companies, any signs of employee
dissatisfaction should be noted at an early stage. Crucial in this sense is to have an ‘’open’’ work
environment where employees have the confidence to address issues of dissatisfaction. Last but not
least, when measures for improved employee satisfaction are being implemented, it is important to
avoid „half-baked” measures and „go-and-stop” approaches that can lead to high expectations and
unmet promises, in turn leading to more dissatisfaction.

4.2.2. Greece
1. Introduction
Except for a very small percentage, in Greece, the satisfaction of employees is a factor that is not in
the direct interest to the owners and managers of small and medium-sized enterprise. Nevertheless,
it appears that the needs of both employees and owners/managers of small and medium-sized
enterprises are equally important. The survey of Employee Satisfaction Assessment and Management
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in small and medium-sized enterprises was carried out using quantitative and qualitative research
methods. The data from questionnaires was analysed using an online survey formula. In addition to
this, 20 owners and managers of small and medium-sized companies answered said questionnaire.
The latter consisted of blocks of quantitative questions based on a 5-point scale, with open-ended
questions to which the respondents could express their opinions on a given topic. The survey was
completely anonymous and ran from February 6 to March 12, 2021.
The results of the questionnaire were supplemented with data collected during individual, in-depth
interviews, which were conducted with owners and managers of small and medium-sized companies
and with HR consultants who professionally deal with employee satisfaction surveys. The interviews
were conducted on the bases of previously prepared interview scenarios. In all, 4 interviews with
owners/managers and 5 interviews with HR consultants were conducted. The participants of the
individual in-depth interviews were mainly owners of a business hub, of a start-up in the
entrepreneurial area, of a construction and development company and of consultancy company in
the field of national programs.

2. Summary of findings
Awareness
All the respondents agreed that the satisfaction of their employees plays a very important role in the
progress of their businesses while at the same time these respondents indicated that they believe
that satisfaction is a factor that is highly influenced by various social-economic factors. It is also
evident from the respondents' responses that they associate the satisfaction of their employees with
four factors. They consider that satisfied employees create a nice and efficient atmosphere in the
company and that satisfied employees carry out their duties more responsibly as one can note from
below Figure 7.
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Figure 7.

Figure 8 below shows that from the perspective of the managers and owners of these small
companies, work environment, remuneration and professional development are some of the most
important determinants influencing their employees’ satisfaction.
Figure 8.

It was interesting to note

that during the in in-depth reviews with
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owners/managers, the respondents gave the same answers to all the questions. For all of them, work
plays a pivotal role in their lives as they associate it mainly with personal development, creation, and
their business development. The respondents consider that all these factors and determinants are
inextricably linked to each other with the aim to create an ideal working environment. Many of them
are trying to make the necessary changes in order for them to adapt the working environment to the
needs of their employees.

Assessment approaches
Assessment is the means of recognizing the levels of satisfaction of employees within a company.
According to the majority of the questionnaire respondents assessment is not being applied within
their companies. However, those who carry out assessments within their organisations do not use
specific tools (Figure 9.), while a smaller percentage use internal questionnaires and interviews.

Figure 9.

The outcome following the in-depth interviews with owners/managers and HR consultants shows
that their responses were very similar to those of the rest of the questionnaire respondents. It
appears also that specific tools are not being used by the respondents for their internal business
assessment processes. Indeed, the most common actions used are questionnaires, team meetings,
internal interviews, and team assessment activities. It is very important that both groups of the
respondents recognized the advantages and the disadvantages of these practices. On the one hand,
some of the advantages related to the importance of these assessment processes were registered as
the following ones: immediacy, the creation of trust, dialogue, teamwork and anonymity when using
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the questionnaires. On the other hand, the disadvantages might be that the managers and owners
feel that the employees are afraid to express their opinion and even if they do speak up, it might be
that the information expressed is not true.
Some of the most frequent assessment procedures used by HR consultants are mainly questionnaire
‘job satisfaction’ with 36 questions on very specific topics; team assessment game with cards - giving
the opportunity to employees to express freely their opinions; a dinner with the CEO in order to
express their opinion in a more friendly environment; and team meetings/one to one interviews.
Additionally, they consider that the assessments are successful as they take into account each
employees’ problems on individual basis.

Management approaches
A very high percentage of the respondents replied that they do not include assessment approaches
in the business strategies of their companies. If such assessments are carried out, many of the
respondents indicated that the results of these evaluations are not being taken into account. The
respondents who replied that they were carrying out the assessment process and are making the
necessary changes, said that, the main factors that usually need changes are the working
environment, remuneration and fair assessment. (Figures 10 and 11 below).
Figure 10.

Figure 11.
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The owners and managers stated that their responsibility towards employee satisfaction is to
upgrade, self-assess, and to highlight the problems. To achieve this, they try to be in frequent
communication and this way to provide them with the necessary benefits. It is very important to
mention that all the 4 owners/managers interviewed faced some issues expressed by their
employees during some of the internal assessment processes. The below are some indicative
examples of problems that have been successfully addressed by the managers and owners.
•

In a particular company, there was an issue regarding working hours as an employee could
not go to work to the specified morning working hours. In this case, a one to one meeting
was held between the manager and the employee and after their discussion; the employee
was given flexible working hours.

•

In another case, an employee had a lot of workload, which caused the employee’s
dissatisfaction. The employee was invited by the manager to a one to one meeting/interview
in order to find a remedy. Following this, the work was then shared equally between the
employee and other workers. In this way, the employee felt more efficient and satisfied.

All the respondents agreed that they need to adjust their management styles to the expectations of
their employees. They also stressed that it is important to treat every person differently because
everyone has their own problems. Most of them consider that their management approaches are the
rights ones, because when there are internal problems, these managers and owners try to find
immediate solutions. The HR consultants mentioned that the recommendations are generated from
the analysis of the respondents’ replies which will help them in their efforts in making the necessary
changes.
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Needs and requirements
Figure 12 below shows that the managers and owners recognize the following aspects as part of their
requirements for better assessment processes in terms employee satisfaction: specific assessing
tools and methods, training, consulting support and specialized staff.
Figure 12.

In order for them to be able to better manage employees’ satisfaction in their companies, managers
and owners of small organisations stated that they consider necessary to create a specific tool with a
specific methodology that will be provided to companies in order to carry out the assessment
process systematically and correctly.

3. Best Practices
•

An interviewed consultant mentioned that he uses a questionnaire called ‘Job Satisfaction’.
The ‘Job Satisfaction’ questionnaire has only 36 questions based on specific factors such as
remuneration, work environment, supervision, and communication. After the analysis of the
results, the consultant would then draft a short report, describing the identified challenges.
Following this, he will then share the results with the employees and will await their replies
and suggestions. Based on the replies, he will then try to adjust the suggestions within the
culture of the company. All this will be done for the benefit of the employees. This process is

29

a very good practice as the consultant can detect the most important determinants for the
employees’ job satisfaction.
•

In another company, the assessment procedure is done through personal interviews carried
out annually or as needed. This assessment procedure is important because the employees
have the opportunity to express their dissatisfaction and problems directly to the consultant.
This annual interview assessment encourages the trust between the employer and the
employee and it can further encourage immediate solutions to the employees’ problems.

•

In another company, a team assessment game is conducted. Cards, which illustrate the main
factors of job satisfaction are used during this game, through which the employees are free
to express their opinion about the card’s topic. It is conducted annually and it is very
effective as it helps to improve the team spirit and the overall communication.

•

A rotation procedure is used in another small company which aims to improve the team spirit
and the team building aspects. According to the procedure, the employees play a part of a
team and have the task to complete a project. In some steps of the project, the employees of
each team must fill in a questionnaire which assess the project. After the analysis of the
results, if there are people who are not happy, then they have the right to change the
project.

•

In another company, annual dinners are being offered by the CEO of the company. These
dinners are attended only by the CEO and the employees without consultants and other
personnel. This practice is used as part of the company’s’ team building activities and they
are beneficial in strengthening the team spirit.

•

Some HR consultants organize team-building activities such as drink nights twice a month, for
instance. Others create special rooms for the children of some of the employees and also
offer the so called ‘’Reward and Recognition days’’ where more days off are given to
employees.

4. Conclusion
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It is very important that the owners and managers recognize that their employees’ satisfaction is vital
for the organization. Most of the respondents consider that employees' satisfaction depends on
some socio-economic categories such as age, position etc. It is obvious from the findings that more
than 60% do not assess the employee satisfaction and less than 40% assess their employees’
satisfaction. Additionally, more than 80% do not separate the assessment process from performance
one.
What appears evident is that 95% of the respondents do not use specific tools and only 5% of them
use questionnaires or face-to-face interviews. In addition to this, more than 60% do not consider that
the employee satisfaction assessment is part of the company’s strategy and more than 60% do not
take into account the assessment when they are planning any changes. The managers and owners of
these small companies all stated that they all know how to keep their employees’ satisfaction in high
level, because, according to them in small companies there are stronger bonds of relationships. The
most imperative of the findings is that all the respondents do not use any specific tool to assess their
employees’ satisfaction. They all mentioned that this is an important requirement, which will help
them to carry out their assessments in a more efficient way. They also believe that the job
satisfaction assessment procedure must be institutionalized so that companies are obliged to carry it
out. Finally, they said that these questionnaires and interviews helped them because through such
surveys, further awareness is being raised. The respondents added that they are looking forward to
using the online tool created within this project.

4.2.3. Poland
1. Introduction
Employee satisfaction assessments are now more and more often carried out by Polish organisations,
and their results are used to improve the management of these organizations. In December 2019,
according to a nationwide assessment on work satisfaction among specialists from various industries,
a survey was conducted using the CAWI method (emplometer.com). The study highly rated freedom
in action and trust of superiors. In addition to this, the survey showed that workers prefer to be
"armed" with all the tools, comfort of working conditions and necessary equipment needed for work.
The company's customer satisfaction is very important for its employees’ satisfaction. The mission,
goals and values of the company are well known, however, the feeling of being part of the
organization is not very strong anymore.
Many respondents indicated that they feel underestimated by employers - perhaps they feel treated
as unimportant cogs in a larger machine. Poorly rated changes were registered taking place in
31

companies. There is still a lot more to be done in the area of relations between employees and the
results indicate that negative relationships are not repaired easily.
Within the SATIS’ACTION project, the survey of Employee Satisfaction Assessment and Management
in small and medium-sized enterprises in Poland was carried out by using quantitative and qualitative
research methods. The questionnaire survey was carried out through the support pf an on-line
formula. It was attended by 20 owners and managers of small and medium-sized companies. The
survey ran from February 5 to March 12, 2021. The results of the questionnaire were supplemented
with data collected during individual in-depth interviews, which were conducted with owners and
managers of small and medium-sized organizations and with consultants who professionally deal
with employee satisfaction surveys and provide consultancy in this area. 4 interviews with owners /
managers and 4 interviews with consultants were conducted. Apart from the consultants, the rest of
the participants of the individual in-depth interviews were: An owner of a bicycle salon, an owner of
a network of nurseries and private kindergartens, an owner of a local foundation supporting one of
the districts of Krakow and an owner of a start-up educating children through music.

2. Summary of findings
Awareness
As part of on-line survey, the vast majority of owners and managers (80%) claimed that employees'
satisfaction with their work is very important for the entire organization. (Figure 13 below)
Figure 13.

15%
5%

I strongly disagree

I rather disagree
I have no opinion
20%

60%

I rather agree

I strongly agree

In addition to this, 80% of respondents (marked in shades of green on below Figure 14 believe that
they are aware of the level of satisfaction of their employees.
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Figure 14.
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All interviewees admitted that they had the impression that their employees were satisfied with their
work. Additionally, all the respondents replied that they knew what to do to increase employee
satisfaction and they were also aware that it could be done better.
According to the respondents, the following are some of the most important factors influencing
employees’ satisfaction: remuneration, relations with co-workers and colleagues, employment
sustainability, work-life balance, professional development possibility, relations with supervisors,
work atmosphere and organizational culture.

Assessment approaches
Figure 15 below shows that only 25% of company owners admitted that they rated the satisfaction of
their employees.
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Figure 15.

25%

NO
YES

75%

Of these, only 20% said this assessment was based on formal procedures. The vast majority of this
process is separate from the performance assessment process (80%).
When asked about their experience in the satisfaction survey in their companies and how such
surveys were conducted, the participants of the individual interviews replied that most often they
were individual conversations with employees, carried out every now and then. The focus is mainly
on team relations, responsibilities, employee expectations, work atmosphere, the current situation
and the company's plans.
The research findings show that none of the interview participants and the on-line questionnaire
respondents uses specific tools and methods to assess employee satisfaction.
As for the specific tools used by consultants, the respondents mentioned:
-

Paper questionnaires,

-

Interviews,

-

An external company provided a tool – Bigram,

-

Gallup Questionnaire,

-

ESA platform,

-

employee opinion survey model – Advisio

Management approaches
To the question: How would you describe the role of employee satisfaction assessment in managing
your company? The interviewed company owners replied that assessment is a key element that
affects their comfort of work in terms of assigning tasks and assessing their performance. They can
also assess better the things that are not working well and safeguard instabilities, to a certain extent.
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Assessment approaches are beneficial because very often they encourage and motivate the
employees. In addition to this, assessments often allow people to learn about the strengths and
weaknesses of the company.
Figure 16.

15%

NO
YES

85%

The above Figure 16 indicates that only 15% of respondents said that employee satisfaction
assessment is a part of the company's strategy. At the same time, 45% of the owners and managers
said that the results of the employee satisfaction assessment are taken into account when planning
organizational changes. Among the changes introduced based on the results of employee satisfaction
surveys, the managers and owners of small companies listed the following areas: internal
communication, professional development possibility, relations with co-workers and colleagues and
workplace reorganization.
Consultants dealing with employee satisfaction assessments stated that very often after preparing
the recommendations from surveys, their job duties would have ended by then and therefore, they
would have little to no influence the impact of their recommendations.

Needs and requirements
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The company owners participating in the survey admitted that in order to better assess employee
satisfaction, they need free time to do so. They also need access to specialized assessment tools /
methods and training. (Figure 17 below)
Figure 17.
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Among the elements that could help improve the assessment of employee satisfaction, the owners
gave the following replies:
-

Research surveys

-

Feedback and honesty

-

A clear message about employees’ expectation

-

Insight into how others do it

-

An automated, easy-to-use tool along with the substantive content of the questions

-

On-line platform, application, non-paper, easily accessible so that the employee can do it at
home (tool automatism, reports are generated with comments, automatic evaluation that
could be adapted to the needs defined by the owner/manager + commentary on what to do,
where to work to change the approach)

In addition to the above, when it comes to managing employee satisfaction, owners need mostly
spare time to do this. Among the elements that would help better manage employee satisfaction,
they listed the following: An external tool with developed evaluation and support in terms of
consulting. Whereas the HR consultants highlighted the below main requirements:
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-

“Magic tool” tailored for small businesses

-

HR knowledge about organizations and management

-

A simplification of existed tools

-

A benchmark could help with gaining a client and valuable recommendations

-

An appendix that would say what can be done if the results are low

-

Instructions on the tool, or how to organize a survey - guidance for a consultant

-

Tools that works on cell phones. Android - to make it available to respondents

3. Best Practices
•

As part of one of the employee satisfaction assessment, one of the interviewed consultants
conducted both a questionnaire survey using an external tool and series of interviews. The
process ran very smoothly and this served as a good information policy. The results of this
assessment showed that there has been good cooperation and the thoughtful process
allowed the employees/respondents to feel safe. The Consultant anticipated the problems
and solved them in advance.

•

In another case, a consultant conducted a short version of an employee satisfaction survey
for one of the travel companies and this was done without the participation of a manager.
This was implemented as part of a workshop in a hall using self-filling cards. This method
helped the employees as they managed to identify and voice the areas which need
improvement. This practice is a good information and communication internal policy. It
helped the internal communication between the employees, too. Following this exercise,
then a five-page report is compiled, highlighting the main developments during this practice.

•

In one of the press industry companies, a consultant used a ready-made tool created by him.
The company was quite big, and it took a long time to be able to discuss the questionnaire.
This was a completed model which facilitated the research process and allowed a
comparison of the results. In addition to this, benchmarking can also be done at later stage.
Thanks to the satisfaction conversation with the training participants, the trainer prepared a
report and met with the management board after the training. Their conclusion was that
people need managerial coaching for the head of the organization. Following this, their
director agreed that there is no point in teaching employees, so instead, they decided to give
managerial training to the board. Thanks to this method, the opinion of employees was taken
into account and the results showed that the management board listened to the employees'
voices.
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•

In another company, some employees were given the opportunity to choose a team in which
they can be moved. Giving employees the choice of working in a specific team contributes
greatly towards the increase of their satisfaction due to the fact that they will be given the
choice to work in a team where they fit and will do the work they like.

4. Conclusion
Polish workers want to be independent and this research actually highly rated freedom in action and
trust of superiors. Workers want to be "armed" with all the tools needed to do proper. In this regard,
the respondents rated highly the comfort of working conditions and available equipment. There is
still a lot more to be done and to be improved, especially, in the area of relations between
employees.
As part of this online survey, the vast majority of owners and managers (80%) claimed that
employees' satisfaction with their work is very important for the entire organization. The
respondents highlighted the importance of remuneration, relations with co-workers and colleagues,
employment sustainability, work-life balance, professional development possibility, relations with
supervisors, work atmosphere and organizational culture being pivotal factors for employees’
satisfaction.
Only 25% of company owners admitted that they rated the satisfaction of their employees. None of
the interviewed participants and on-line questionnaire respondents use specific tools and methods
to assess employee satisfaction. Time, specialized assessment tools, specific methods, training, and
some insights on what others do were some of the requirements that need further improvement.

4.2.4. Czech Republic
1. Introduction
Besides a source of finance for many of us, work is an instrument to self-realization and social
prestige. For owners and managers, satisfaction with their work comes when the set goals are
achieved and the work is positively perceived by clients and partners. All this has an inevitable
positive and prosperous outcome to any company.
In this sense, employee satisfaction is a relatively broad concept influenced by many factors. These
are primarily direct factors related to the work environment and workload, but the satisfaction
of employees is also affected by their overall mood and satisfaction in a much broader context. One
of the tools that can indicate a lot about employee satisfaction in this broader context is the OECD’s
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Better Life Index (BLI)18. This interactive composite index compares individual topics, leading to
satisfaction in different areas of quality of life in individual countries, and addresses the indicators
of the quality of working life within the European Union. In this regards, the Czech Republic’s BLI
index for Job’s area is 7.1 points on a mean scale of 1 to 10 and is approximately in the middle of the
range of measured countries. Factors that positively affect the overall score include the following:
•

high employment rate (the employment rate of the working-age population aged 15 to 64 is
73,6% which is higher than the OECD employment average of 68%);

•

low rate of long-term unemployment (the percentage of the labour force that has been
unemployed for a year or longer is currently at 1%, lower than the OECD average of 1.8%);
and

•

job security (in the Czech Republic, workers face an expected 3.1% loss of earnings if they
become unemployed, much lower than the OECD average of 7%).

Among the main negative factors, that affect the Czech Republic’s overall score include the following
namely wages and other monetary benefits that come with employment and gender and social
inequality. Within these evaluations, Czech Republic is in the lower third of the evaluated countries,
which means a wide gap between men and women and rich and poor.
The survey of employee satisfaction in small and medium-sized enterprises (SME) was conducted in
February 2021. Firstly, in the form of an anonymous questionnaire survey, which was attended by 27
owners and managers of SMEs and secondly in the form of individual in-depth interviews which were
conducted with 4 SME owners/managers and 3 HR specialists from medium-sized enterprises.
Individual interviews took place online due to the unfavorable pandemic situation in Czech Republic.

2.

Summary of findings

Awareness
The first 14 questions in the anonymous questionnaire survey address the areas of employee
satisfaction awareness, which makes it the main source of information in this chapter. Respondents
who took part in the survey strongly agreed that the employees’ satisfaction with their work is very
important for the entire organization and they are aware of the level of satisfaction of their
employees. Although employers were aware of satisfaction across demographics in most responses,
responses indicated that there was room for improvement in this area. A satisfied employee,
according to the Czech respondents, is an effective employee who creates a good atmosphere in the
18
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company and treats work duties/tasks with due diligence. In this regard, there was an absolute
agreement amongst the respondents - 27 positive answers prevailed in two factors: fair performance
assessment and relations with co-workers/colleagues.
Figure 18.
It was not a big surprise that the vast
majority

(81.5%)

of

How often do you assess
employee satisfaction?

respondents

confirmed that they evaluate the
satisfaction of their employees every
6 months and only less than 5% do so

4% 17%

less often than once a year. (Figure
18) One of the HR specialists in the

33%

interview states that making a survey,

More than once
every 6 month
Once every 6
month
Once a year
Every few years

46%

or another form of evaluation of

Less frequently

employee satisfaction, is enough once
a year because the action steps and
their implementation take time. Regular satisfaction research leads to more dissatisfaction rather
than an improvement.
This satisfaction assessment is usually of a more formal nature (55.6%) and separate from the
performance assessment process (51.9%). However, the answers to these questions were very
balanced and almost 50:50. In addition to this, two-thirds of the surveyed owners/managers (66.7%)
do not use any specific tools to assess employee satisfaction and those who do most often mention
satisfaction questionnaires or surveys supplemented by interviews and dialogues (individual or
group).
Employee satisfaction assessment is a part of the company’s strategy for 63% of the respondents and
the vast majority of them confirmed that the results of the employee satisfaction assessment are
taken into account when planning organizational changes (81.5%). Areas in which the questionnaire
respondents have introduced changes based on the results of employee satisfaction surveys are
mainly: work environment (77.8%), remuneration (74.1%), and fair performance assessment (70.4%).
Interviews with HR specialists revealed that in small companies with an international background,
assessment process and evaluation are being used more often. In small domestic companies, they
usually work to assess employee satisfaction when there are progressive young people (startups)
who are willing to invest in employee satisfaction.
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From the employers’ (owners and managers) point of view, the main factors that influence employee
satisfaction are reasonable salary, clear rules at work, ability to influence the result of their work and
the working environment such as working hours, relations with colleagues, and superiors. As regards
to keeping the employees satisfied, what emerged from the interviews with owners and managers is
the aspect of appropriate salary. However, very often, employee satisfaction is more about the
human approach or the appropriate motivation. In a small company, it is a very intuitive matter and
there is no room for planning or thinking about these things during the business daily routines.
Mostly, it is a matter of trial and error - something works well or something is not appreciated.

Assessment approaches
A good manager strives to create an environment in which his/her employees are satisfied. The
interviews showed that the goal is to create a particularly positive and balanced environment
because, in an unsuitable environment, employees are often unhappy, nervous, and often even
aggressive. From the owners’ and managers’ experiences, the most important thing for assessing
employee satisfaction is an open two-way communication and the possibility to see that their ideas
are actually implemented. The tool, that is mainly used for the assessment process is a formal or
informal personal interview. Its advantage is simplicity and immediacy, but of course, it also has its
disadvantages, such as superficiality or that it is not always possible to identify problematic areas.
What emerges from the interviews with the HR specialists is that the evaluation of employee
satisfaction could be perceived more as an administrative process, and sometimes, it could be
associated with the unpleasant feeling related to exams. Therefore, it is necessary to explain the goal
well and why such an evaluation is made and to reconcile it with the goals and plans of the overall
management strategy. It is also important to assess well and sensitively the overall internal situation.
Everything depends on the specific situation in the company and things cannot be generalized.
The tools used by the HR specialists are mainly various types of questionnaires as well as personal
meetings between the evaluator and the evaluated person. The benefits of this might be related to
the honest feedback from the employees and the ability for the evaluators to change the
problematic things from the bottom up. If the process is not completed, it can lead to frustration and
demotivation. The management often does not give enough attention to this area and therefore,
many times the results are just left on the shelf.
Surveys were given as an example when it came to successful assessment approaches. It is also
advisable to include an intermediate link in the process such as “focus groups”, where employees can
still comment on the results in smaller groups (on the department level). It is important to define
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action steps from the employees themselves and process them to the end, supported by the
company’s management. Another example of a successful employees’ satisfaction assessment was
mentioned which is the 360° evaluation within a company. This method replaces the traditional
“boss-down” approach and the evaluation is only done by direct superiors. This process is based on a
comprehensive evaluation “from all possible sides” - from superior, colleagues, co-workers,
subordinates, and customers and of course the employees.

Management approaches
In a small company where everyone knows each other, the mutual strengths and weaknesses of both
people (manager - employee) and processes are visible and evident. On the one hand, the fact that
the company is small, possibly gives the advantage for a more effective process related to setting and
implementation. On the other hand, there must be sensitive and consistent communication, clear
instructions, and goals by the management. One can motivate by salary, benefits, the flexibility of
working conditions (all on the principle “same for everyone”), clear communication, development
support, clear internal communication, brand support, also simply offer a relaxed informal culture,
amongst others.
According to the interviews with business owners and managers, it was very often confirmed that
the overall climate in the work team is a very important factor in the company’s performance and
success in the market. Even when some managers assess employee satisfaction irregularly,
intuitively, or without a concept, they are aware that this is indeed a process, which is important. All
interviewed managers also agreed that their management approach is partially tailor made to the
different types of employees in their businesses.
In terms of examples of an introduced change based on the results of employees’ satisfaction
assessment, the interviewed companies’ managers and owners mentioned the introduction of new
forms of work organization, change of working hours, adjustment and equipment in a workplace,
evaluation of employees and the creation of a non-smoking working environment.
The interviewed HR specialists said however, that according to their experiences the management
often does not give enough attention to this area. Satisfaction assessment must not only be taken as
a process, useful for obtaining the information itself but also, and more importantly, as a process
which can be followed-up and implemented for the benefit of all involved.

Needs and requirements
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The anonymous questionnaires showed that owners/managers would especially need more time
(77.8%) and specific tools or methods of assessment (66.7%) to be able to better assess employee
satisfaction. More than half of them would also appreciate launching formal procedures (59.3%) and
more financial resources (59.3%) for assessing employee satisfaction in their company. It was quite
surprising to find that only 51.9% of the respondents would welcome more educational resources or
training and only less than 41% would seek consulting support. Only a quarter of the surveyed
companies (25.9%) would be interested in specialized personnel, and 5 respondents out of a total of
27 do not need to take any further steps in this regard. (Figure 19 below)
Figure 19.
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From the HR perspective, the commitment of the management and the investment in training in
employees’ satisfaction assessment are essential and desirable. One of the questions of the
anonymous questionnaire, which was filled in by 27 owners or managers of SMEs, also stressed the
connection of this aspect to management. The question was – ‘’what do they need to be able to
better manage employee satisfaction?’’ Only 18.5% of the respondents stated that they do not need
anything in this field. However, as many as 85% of the managers surveyed said they would need
more time. The findings show that entrepreneurs in Czech Republic have a big problem with lack of
time for many business areas.
However, the need for additional educational resources scored the second place (74.1%) and the
need for greater financial resources for this area (70.4%) followed the third place. The most
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significant tool that the interviewed owners and managers do not consider necessary or helpful is
specialized personnel (70.4% negative responses). Interestingly enough, during the in-depth
interviews with the managers and owners, only one manager expressed the need for specialized
personnel.
The answers to the question ‘’what else do respondents need to better assess employee satisfaction
and manage this area in their company’’ were carried in the spirit of the need for more time for both
the managers and the employees themselves. A specialized person who would deal with the issue, a
simple tool, a system, or a manual that will not be time-consuming, would be some of the
requirements that would definitely help.

3. Best Practices
•

Remember the goal is to take care of the employee – The Employees’ needs and
requirements have to be addressed from the very start. They also need to be asked about
their preferences and opinions. Manager need to show their employees that their needs are
taken into account and that they are willing to make changes in the workplace – changes
which are based on their suggestions. Management should not be detached from caring for
the employees. On the contrary, they should be actively involved in this process.

•

Set up a corporate culture with an open two-way communication - If you want to keep
your employees satisfied, first of all, set up a culture in the company with open
communication, where employees and their superiors can communicate what pleases or
annoys them. So that employees, and especially those in management positions, know how
to give feedback correctly. But valuable feedback, not one that offends and dissolves half of
the company.

•

Create a well-appointed workplace - We spend up to a third of our lives at work. An
environment where employees feel good naturally leads to their satisfaction, better
concentration, and hard work. Of course, this does not mean that if you have a nice office,
you will automatically have satisfied and motivated people. The work environment has to
also offer a varied mosaic of employees’ care and satisfaction. The physical workplace plays
an important role, for instance the lighting, the size of the actual workplace and the entire
workspace, the temperature in the rooms, or the amount of greenery in the workplace are
some of the factors that contribute towards a happy working environment.
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•

Include an intermediate link in the process of employee satisfaction assessment - Including
another intermediate link, such as “focus groups” to the process which will ensure that
employees can be more connected to the results and can have a better ability to comment
on the whole process. This focus group could be for example a small department or a group
of employees with a related job description.

•

A properly motivated employee equals a more efficient and satisfied employee - People
often think that satisfaction is all about money. In the long run, money is not what keeps the
enthusiasm for work. Motivation therefore should be individual and should not be
generalised. There are people who are motivated only by the amount of salary and others by
the results and athmosphere in the workplace

•

Common breakfasts - Invite your staff for breakfast! A buffet breakfast is served for the
whole company once a month. Every first Friday of the month, always between 8 -10
o'clock, the whole working team is invited to the common areas, where we have breakfast
together. The employees can have a varied breakfast and good coffee with their colleagues
and start the day differently and pleasantly.

5. Conclusion
Corporate culture and employee satisfaction are often neglected areas affecting employees’
recruitment, their performance, and the company success. Dissatisfied employees do only the
necessary minimum of work in their position and executive underestimated employees leave.
Employees who do not only look for income in their work tend to be happier, more efficient and
loyal. It is therefore worthwhile for companies to focus on these workers, as well as on creating a
good working environment for their employees.
When creating an environment for satisfied employees, it is necessary to be interested in the needs
of the employees themselves from the very beginning. The results of the questionnaire survey and
interviews with HR specialists, owners, and managers of SMEs brought a lot of interesting
information, knowledge, and insights into the issue that will allow the partners to create a valuable
tool within the SATISFACTION project.
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4.2.5. France
1. Introduction
Prior to the distribution of the surveys, Leno conducted a literature search on "employee
satisfaction" in France and did not find any specific data on companies with less than 50 employees.
(the target of the project). The figures presented below do not specify the size of the companies.19
The Randstad Workmonitor20 was launched in the Netherlands in 2003, and now it covers 34 markets
around the world. The study encompasses Europe, Asia Pacific and the Americas. The Randstad
Workmonitor is published four times a year, making both local and global trends in mobility visible
over time. Besides mobility, the survey addresses employee satisfaction and personal motivation as
well as rotating sets of themed questions. The study is conducted online among employees aged 1865, working a minimum of 24 hours a week in a paid job (not self-employed). Minimum sample size is
400 interviews per country including France, Belgium and Switzerland. The survey of 2019 was
conducted from 22 October until 6 November 2019 and according to the data extracted from this
survey, 68% of the French employees say they are satisfied with their job, 19% of those say that they
are moderately satisfied and 12% admitted that they are very dissastisfied.
Another French study conducted among 4 552 employees, by Malakoff Médéric Humanis, in the
private sector in France from May 17 To June 20, 2019 presents that 73% of employees say they are
satisfied with their quality of life at work and a large majority of employees (77%) find meaning in
their work. 56% of these believe that their company takes care of their well-being and 81% believe
that there is good understanding within their company ( A figure not reached for 10 years)21.
The Employees’ satisfaction assessment and management survey as part of the Satisf’ Action project
was conducted in a three-pronged manner between February and March 2021. It included an
anonymous online questionnaire, in-depth interviews with heads of companies (with less than 50
employees) and interviews with HR consultants (companies with less than 50 employees).

19

20

21

Based on a documentary research
Randstad Workmonitor Q4 – Dec 2019

https://newsroom.malakoffhumanis.com/assets/malakoff-mederic-humanis-presente-les-resultats-de-la-11e-edition-de-son-barometre-

sante-et-qualite-de-vie-au-travail-a792-63a59.html?lang=fr
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In France, the online questionnaire was distributed to over 100 companies with less than 50
employees in the following professional sectors: Vocational training for adults, Construction,
Research and development and Communication and Accountancy. In addition to this, Leno received
20 replies for the online questionnaires and conducted interviews with 3 company directors and an
HR manager and 2 HR consultants whose missions are to assist managers in setting up annual and
professional interviews in which employee satisfaction is measured.

2. Summary of findings
Awareness
Managers are aware that employee satisfaction within the company is important and that it brings
real benefits to the company. The vast majority of managers agreed that employee job satisfaction is
very important for the company. What appeared evident is that the managers’ opinions were
relatively divided according to various factors such as age, gender, position, seniority, etc. that can
influence the level of employee satisfaction. In addition to this, 20% of the respondents did not
register their opinions and for 75% of the respondents, a satisfied employee is an effective employee.
Figure 20 below shows that for managers, the main factors influencing employee satisfaction are the
following: work environment, relationships with managers and colleagues, remuneration and worklife balance.
Figure 20.
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Assessment approaches
Figure 21 below shows that 60% of the company managers surveyed evaluate the satisfaction of
their employees and half of them do so once a year. Among the managers who evaluate satisfaction,

¾

indicated that these evaluations are formal and 2/3 differentiated these evaluations from those

related to the performance assessment of their employees. Nevertheless, following the discussions
with the HR consultants, it emerged that, during the annual interviews, some of the most prominent
discussion topics were employees’ skills and objectives as well as the overall employees’ satisfaction.
The most frequently cited evaluation methods were namely, annual interviews, informal discussions,
targeted exchanges on well-being at work and on the desire for projects and development within the
company and last but not least anonymous surveys once a year.
Figure 21.
Do you currently assess employee satisfaction?

40%

no
yes

60%

Management approaches
For the vast majority of managers, employee satisfaction rhymes with corporate strategy. Figure 22
below presents that 80% of them agree that the results of satisfaction surveys should be taken into
account when making organisational changes. The main areas in which managers act on satisfaction
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survey results are the following: Internal communication, Work-life balance, Compensation, Work
environment and the added value of assignments. (Figure 23 below)
Figure 22.
Employee satisfaction assessment is a part of the company's strategy.
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80%

Figure 23.

In which areas have you introduced changes based on the results of employee satisfaction surveys?
Relations with customers

4

Sense of influence on the company

1

Supporting employee creativity and…

4

Work / life balance

9

Internal communication

10

Relations with co-workers / colleagues

3

Relations with direct supervisor

5

Professional development possibility

6

Remuneration

8

Individual goals and tasks

7

Work environment

7

Employment sustainability

0
0

2

49

4

6

8

10

12

Needs and requirements
Figure 24 below shows that the vast majority of respondents wanted specific tools, evaluation
methods and time to better understand evaluations. In order to better manage employee
satisfaction, the business leaders of these small companies pointed out the need for more time and
external support.
Figure 24.
What do you need to be able to better assess employee satisfaction?
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3. Best Practices
•

Anonymous survey: allows the employee to answer in full transparency.

•

Annual interview: if the relationship between the manager and the employee is serene, this is a
privileged and often very constructive time for both parties.

•

Be a motivated manager who is involved with his employees

•

Involve employees in the company's various projects

•

Implementing efficient solutions following the analysis of employee feedback

A relaxation area in the company is always pleasant for employees, but it should not be forgotten
that the drivers of employee motivation and satisfaction are the managers themselves. If the
manager is not frequently involved with his or her employees, good practices such as setting up a
babby football, a library, etc. will be short-term solutions.
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4. Conclusion
In summary, the majority of the managers said that they were involved in assessing the satisfaction
of their employees. When employee satisfaction is high, the whole company benefits and everyone is
aware of this. Nevertheless, managers of small companies are often under great pressure, as they
often have to be present on all fronts.
According to the results of the online survey, many of them indicated that they do not have enough
time to evaluate and to manage the satisfaction of their employees, even though everyone claimed
that they are doing their utmost. The individual interview proved to be very useful, however, one
needs to understand that the correct implementation of all this is vital. It can therefore be concluded
that employers of small companies can greatly benefit from the support of appropriate tools and
methods, useful for the evaluation and management of employees’ satisfaction. In addition to this,
the mobilisation and involvement of managers remains essential. If the manager is not motivated
and involved with his or her employees, it is questionable whether a range of relevant tools and
methods would help. Training in 'proximity management' is perhaps the first lever to help and
support managers in managing employee satisfaction.

4.2.6. Spain
1. Introduction
Job satisfaction refers to people's affective orientation towards the roles they play in their work.
Although it is true that a unitary and generalist concept could be adopted, it cannot be denied that
the concept of job satisfaction is an attitude towards work, the causes of which are
multidimensional. The job satisfaction arises from the implicit comparison between the current
situation and the ideal one. Therefore, job satisfaction can be assessed through as an emotional
state, a feeling or an affective response to the job and as the result of a comparison between current
expectations and the reality itself.
In this context, the Spanish society has been showing a growing concern for the quality of work and
professional life, and it is satisfaction in the organisational context that is at core of the matter. It is
significant that this has become a growing concern in the Spanish economy and the labour market,
especially, given the current stark figures. Spain has an unemployment rate of 16.2% with over 40%
of the people, aged 25 and under and with nearly five million unemployed in the whole country. The
effects of the pandemic did not help the situation especially since according to the OECD statistics
indicate that the GDP has shrunk by 11%, making Spain one of the most affected economies in
Europe.
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In this regards, job satisfaction is a subject of great debate amongst both the academic and the
business circles. Despite the abundance of scientific literature on job satisfaction in many countries,
in Spain, though, there are few studies focusing on this issue. Since the appearance of quality
management models, special emphasis has been placed on employee satisfaction and the
management of the customer in general. Models related to Corporate Social Responsibility (CSR)
have advocated that a company should not only seek profitability for its shareholders but also it has
to offer an adequate response to the expectations of all its "stakeholders" including the employees.
Taking these factors into account, and in the absence of official statistics, the latest Workmonitor
(Randstad, 2019) showed that 71% of workers in Spain are satisfied with their jobs, 3% less than in
2018 and 1% less than the average for Europe (72%). At the European level, Spain is 1% below the
average, but ahead of countries such as the United Kingdom (69%), France (67%) and Germany
(65%).
The effects of the pandemic, despite the devastating figures for the labour market, indicate that
teleworking raised satisfaction to 80% (Cigna COVID-19 Global Impact) due to greater time flexibility
and timesavings. However, that first impression generated during the first months of confinement
(summer 2020) has been tempered in recent months by a ‘’pandemic fatigue’’, bringing the concept
of job satisfaction back to the core of the debate. For many Spaniards, the first question is "Do you
have a job? And if the answer is yes, the next question will be "Are you happy? The answers to this
last question are the subject of the SATISF’ACTION project and this is what this research is about. In
relation to this, the survey of employee satisfaction in SMEs was conducted in February 2021. The
first part of the survey was in the form of an anonymous questionnaire which was attended by 55
owners and managers of SMEs. Following this, the second part of the survey was focused on
individual in-depth interviews, conducted with 4 SME owners/managers and 2 HR specialists from
medium-sized enterprises.

2. Summary of findings
Awareness
The first section of the questionnaire addressed the respondents' awareness and knowledge of both
the concept of job satisfaction and the one on the relationships between the employees. The first set
of data was quite interesting, because the findings showed that 89% of the respondents said that
they are very much aware of the level of satisfaction of their employees, while 98% acknowledged
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that this is a topic of great importance in their organisations, with 67% ticking the "completely agree"
box.
When asked what a satisfied employee is associated with, it was particularly significant that 81% of
the respondents pointed the need for a good atmosphere in the company. It is not surprising that the
other options had a merely residual presence, since everything is linked to the comfort of a physical
workplace where, after all we have to spend a third of the day.
When questioned about the main factors influencing the satisfaction of their employees, it was
certainly surprising that the most responses related to a fair performance appraisal (42%)), followed
by individual goals and tasks (14%) and a good working climate (13%).
The feedback from the interviews with the SME managers was very interesting indeed. In addition to
this, from their perspective, employee satisfaction has to do with concepts such as the following
ones: "knowing that I have fulfilled my promises and objectives", "having a job where I feel
comfortable doing interesting things through which I can contribute towards the society" or "having
the personal perception that one knows how to do his/her job’’.
The table below shows the main aspects stemming from the received responses in relation to the
main factors influencing employee satisfaction:
Feeling part of the decision

Confidence to express one's

making process

own ideas

Good working atmosphere

Good financial conditions

Motivating projects

Communication

Flexibility at work

Creativity

Autonomy

Family conciliation

Emotional salary

Mutual trust in the company

Assessment approaches
SMEs in Spain account for more than 98% of all companies in the country, generate close to 50% of
GDP and employ more than 40% of the workforce. With these figures in mind, it can be understood
that Spain is a country of small businesspersons and entrepreneurs who have to take care of
everything in their companies, including the aspect of employees’ satisfaction. Thus, the findings
showed that 65% of the respondents said that they evaluated the satisfaction of their employees in
some way, although only 40% said that they did so more than once every six months. The other
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options were split at around 20% each, including the one that admitted to assessing their employees
every few years.
In terms of the mode and the frequency of these assessments, only 17% of the employers said that
they use formal procedures to measure their employees' job satisfaction, while the vast majority
(83%) use informal evaluation tools such as "oral questionnaire" or "informal conversations" and only
two of them mentioned procedures or forms (EDP and NPT 212).
The respondents stated that they separate employees’ satisfaction assessments from the
performance once (76% carry out such assessments separately). Interestingly enough, when it came
to the individual interviews with HR managers, this difference was less evident. The professionals in
this area did not hesitate to point out that some of the tools they used to measure satisfaction
related to a ‘’performance evaluation by competencies’’. This evaluation served as a supplement and
support towards professional development of the employees of the company. In this sense, it was
interesting to note that the perspective of this exercise was "from the organization’s point of view’’
and not from the employee’s point of view, meaning that employees’ satisfaction is not the main
focus in this evaluation practice.
On the one hand, following the in-depth interviews with these managers and based on the responses
received, the majority acknowledged that they are not using formal methods, which might mean that
they use internal (informal) communication as a possible method. On the other hand, not using
formal methods might imply that there are a number of disadvantages, such as not having records of
employees’ job satisfaction and protocols for data collection. For instance, one of them indicated
that although for the moment this formula works for him, he also stated the following "it is true that
we cannot get 100% of the information, because even if the employee is happy, there can always be
a 10% that is kept from the boss so as not to take any risks".
Some of the most enlightening and relevant responses came from an interviewee who provided a
triple perspective. On the one hand, he is an employee in a major banking institution, so he can give
his opinion from the position of a worker and on the other hand, he is the manager of his own
training company. In addition, he is also currently CHO (Chief Happiness Officer) in a communication
company.
From this perspective, he pointed out that "fortunately" there are more and more tools and
methodologies used to gather the opinion of workers and to establish improvement and
reconciliation plans. However, it is important that the focus of employees’ satisfaction is kept
constant all the time. He pointed that "There is still some reluctance to open up and talk in an
organisation," and this is something that still has to do with "organisational culture’’. There are
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business cultures where these tools have to be installed little by little’’. That is why "a large part of
job satisfaction has to do with how one builds and trains that culture’’.
With these factors in mind, the interviewee pointed out that "technology is a great ally for those who
know how to use it and want to use it.’’ When one uses any tools and methods, one has to use them
in order to make changes, and not to use them for the sake of doing so.
Along these lines, the respondent said that he uses ‘’myhappyforce’’ - a happiness management tool
that measures a series of scores, generates information and records anonymously, privately and
confidentially. The results provide an insight into areas for improvement and present valuable
information for everyone in the company.

Management approaches
Despite the high awareness and the importance of this topic, these findings show that the impact of
employees’ satisfaction and its proper management have not been implemented in many Spanish
small companies. This was explained by the fact that 76% of the respondents acknowledged that
evaluation is not part of the organisation's strategy. Thus, it is not surprising that almost half (48%)
admitted that the results are not taken into account when it comes to implementing substantial
changes in the company's day-to-day operations. 33% of the respondents said that the feedback was
used to differ objectives or individual tasks, while 28% took action to improve the working
environment. Perhaps the former is one of the most important issues to consider, as low job
satisfaction affects employee performance and productivity, therefore changes in relation to task
reassignment might prove effective for the overall business.
According to HR managers, this makes it possible to "anticipate decision-making, which would
otherwise take too long". In this sense, in their efforts to adapt some of the strategies of bigger
companies to the strategies of SMEs, one of the solutions would be to favour an approach “towards a
more autonomous culture’’. Through this approach, it is possible to work with self-managed teams
and in this way, the assumption of autonomy would help to increase employees’ satisfaction.

Needs and requirements
When respondents were asked about their needs for a better evaluation of their workers'
satisfaction, the two most repeated needs with a large majority were mainly access to formal
procedures (43%) and management tools (22%). (Figure 25 below)
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Figure 25.
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These responses may lead one to think that assessments and management process related to
employees’ evaluation have not yet become a priority for some of the Spanish SMEs. There might be
many reasons for this, however, the most apparent one could be that managers and owners of small
firms are involved in many aspects of their businesses; therefore, they will not have the necessary
time for the management and evaluation of their employees’ satisfaction. Perhaps this is why, 33% of
those questioned opted for an external support.
In this relation, the three most repeated requirements and needs for these managers to better
assess and manage their employees’ satisfaction are time, money and specific resources.
These answers are linked to a reality that is still present in SMEs in Spain today where the
entrepreneur has to take care of everything and has to be an all-rounder. Taking into account the
high cost of some of the existing employees’ satisfaction management tools on the market it will be
beneficial for the managers and owners of the Spanish SMEs to make use of the tool created by the
Satisf’ project.

3. Best Practices
The case of the person who gave a ‘’triple’’ perspective on the matter of employees’ satisfaction,
described above in this report, can be used as a best practice for many interested managers and
employees alike. According to him, the concept of employees’ satisfaction tends to be assumed and
in most of the instances it is "merely cosmetic and accompanied with superficial decisions. The
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latter do not have an affect on the culture of the organisation and do not have a long-term
impact". Practices such as the classic fruit basket, a dartboard, a table football or a selection of free
teas are all very intersting and useful to a certain extent and can increase the immediate satisfaction
of workers. However, these are just short-term and quick solutions. In this regard, the below best
practices were selected as part of the Spanish survey:
•

Explain to the team in a clear and open way what it is that you intend to instil and to
implement with this model for improving happiness at work. This way you get people
involved and create engagement, because they understand that the organisation's desire is
for them to be as happy as possible in order to function better at both the individual and the
collective levels.

•

Provide tools which can help the employees to express themselves. Give feedback in a
completely anonymous and private way.

•

Focus performance appraisals on improving key competencies. Based on these, create an
individualised development plan for each employee.

•

Prepare a continuous training plan so that each employee knows that he/she is in a process
of personal and professional development.

•

Active listening, not only to people, but also to data.

•

Take care of the employee experience (EX) from onboarding, accompanying the employee
even before he/she arrives at the company so that he/she perceives that presence.

•

Develop an employer branding. For instance, when someone comes for a job interview they
would noramlly think that if they are not selected they are going to lose the opportunity of a
lifetime. Make sure that the process of interviews is one which relates to a proper evaluation
of the competences of the candidates.

•

Communication. This is an essential part. "The results of an organisation will be as great as
the quality of the conversations that are generated”. Always communicate with the
emplyees openly and frequently, except for issues that only the management should know
about. Avoid gossip, unnecessary comments and side conversations.

•

Emotional salary. Flexible working hours and family reconciliation are vital. The main asset of
an organisation is for the focus on its people.

Apart from these above practices, some of the rest of the respondents focused on the below
‘’tanglible’’ aspects:
•

Teambuilding activities.
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•

Company lunches outside of special dates (Christmas...) to generate a good atmosphere.

•

Sharing the vision and inviting employees to be part of it. This way they can see the future
and decide if they want to get on board and how far they want to be involved.

•

Show the face behind the business. Not your face as an entrepreneur, but as a person, tell
your personal story and with it, the story of the company.

•

Offer coaching techniques and regular conversation. Take an interest in their personal life
and their growth inside and outside the company.

4.Conclusion
In summary, the findings show that there is a high awareness of the importance of employees’ job
satisfaction, however, this is scarcely evaluated and in most of the cases without formal methods.
This can improve the feeling of closeness and personal treatment, but it can also prevent the
management from having proper records. Perhaps because of this, the satisfaction evaluation is not
part of the organisations' strategy nor it is a valuable element in the decision-making process in many
Spanish small companies. In addition to this, SMEs managers would like to use formal tools and
procedures, but they need time, money and resources. Last but not least, the steps and decisions
taken to improve employee satisfaction must not be merely superficial or decorative, but they must
act as foundations for a better organisational culture in companies.
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4.2.7. Overall analysis of the situation across the 6 partner countries
The overall analysis show that the respondents of the surveys carried out in Malta, Greece, Poland,
France, Czech Republic and Spain are all very well aware of the importance of employee satisfaction
and its effects on their businesses. The majority of these respondents acknowledged that this topic is
of great importance to them, and that they believe that satisfied employees are indeed more
productive and efficient.
In contrast to the above, however, not all of them assess and evaluate properly their employees’
satisfaction. It appears that the most who carry out such assessments are the managers in Czech
(81.5%) and Maltese (74%) small companies, followed by the ones in Spain (65%), France (60%),
Greece (40%) and Poland (25%) (See below table: ‘’Highlights of the 6 national surveys findings’’).
The most typical of these assessments are meetings and internal questionnaires. Most of the
assessments are carried out every 6 months or annually. The research shows that in France, for
instance, such assessments and evaluations are part of the French Laws and therefore are
compulsory for companies. However, in a country like Greece, it appeared that there were
suggestions from some of the managers and owners of these companies to include such assessments
as part of country’s laws.
In terms of management approaches, most of the respondents said that they include these
assessments as part of their business strategies. The most who do so are in Malta (82%), followed by
Spain (76%), Czech Republic (63%), Greece (60% - do not include assessments in their companies)
and Poland (15% only include assessments in their business strategies). In France, for instance, 80%
of them agreed that the results of the internal company’s surveys should be taken into account when
making changes in their business strategies.
The most pressing requirement for better assessment of employee satisfaction is more time, ,
followed by specific tools, which need to be fast, easy to use and affordable. The majority of the
respondents said that they require specialized personnel, training and more guidance on how to
carry out these assessments. More financial resources and external support were also mentioned as
part of the list of requirements to enable better management of employee satisfaction.
According to the analysis, micro establishments are the least likely to have training plans, business
plans and training budgets. Therefore, training is less likely to be delivered on regular basis by small
employers. Where smaller employers have provided training during the last 12 months it is much
less likely to have involved both on-the-job and off-the-job training than is the case for larger
establishments. Self-directed learning and on-the-job training are the preferred options and in most

of the cases this is due to a lack of proper resources. These findings suggest that micro and small
enterprises prefer less formal training activities, especially in comparison to big firms.
It is also evident that small companies do not make use of diagnostic business tools tailored towards
the specific assessment of businesses in general including also the assessment of employees’
satisfaction.
The illustration below tabulates the highlights of the 6 national survey findings.
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Malta

Greece

Poland

Czech Republic

France

80% agree that
employee satisfaction
is important in their
companies

The absolute
majority replied that
a satisfied employee
is an effective
employee

For 75% of the
respondents, a
satisfied employee
is an effective
employee

93% agree that
employee
satisfaction Is
important for
their companies

86% think that
they are aware

Assessments
approaches

74% carry out
assessments

40% of company
owners admitted
that they rated the
satisfaction of
their employees

25% carry out
assessments

81.5%
evaluate/assess
their employees

Management
Approaches

82% see
employee
satisfaction
assessment as
part of the
company's
business strategy

60% do not
consider employee
satisfaction as part
of their companies

Only 15% of
respondents said that
employee satisfaction
assessment is a part
of the company's
strategy

63% said that
employees
satisfaction is part
of the companies’
strategies

Time

Specific assessing
tools and methods, Time
training

Awareness

Needs &
Requirements

Time

60% of the
company
managers
surveyed evaluate
the satisfaction of
their employees
80% of them agree
that the results of
satisfaction
surveys should be
taken into account
when making
organizational
changes
Time

Spain
98% acknowledged that
this is a topic of great
importance in their
organisations, with 67%
ticking the "completely
agree" box.

65% of the respondents
said that they evaluated
the satisfaction of their
employees

76% of the respondents
acknowledged that
evaluation is not part of
the organisation's
strategy

Time

'Magic tool'' tailored
for small businesses

More than half of
them would also
appreciate
launching formal
procedures

External support

Specific resources

Tools which are
easy, fast and
more affordable

HR knowledge about
organizations and
management

More financial
resources

Specific resources

Employees satisfaction
management tools

More
information on
general
employment
trends

A simplification of
existed tools

More educational
resources or training

Tools for better
management of
employee
satisfaction

Access to formal
procedures

Issues related to
organizational
culture

An appendix that
would say what can
be done if the results
are low

HR - the
commitment of
management and
training

Specific
assessment tools

Instructions on the
tool, or how to
organize a survey guidance for a
consultant

A simple
tool/system OR a
Manual that will not
be time-consuming

Training related
to HR matters

Consulting support
and specialized
staff

Similar initiatives
done in other
companies and
more educational
resources

A specialized person
who would deals
with the issue
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5. Summary
The research findings show that, in order to compete effectively, small companies very much need a
strong and satisfied workforce which is critical for the overall success of any organisation. Companies
that put people at the center of their strategies can win the trust that will define true resilience even
in a post-COVID world. In this regard, a robust workforce will be critical to a strong recovery and
companies which manage to combine an immediate action plan aimed at mitigating the effects of
the pandemic on their people, while anticipating the future of work, will be able to sustain their
employees’ trust as well as their businesses.
The reality of small company owners and managers is that most of the time they focus their efforts
on doing everything themselves and very often they do not prioritise their employees’ satisfaction.
This is very much because many of these small organisations face challenges such as limited access to
finance, lack of specialist resources (e.g. HR dedicated staff, tools), low training budgets as well as
under-developed operations and structures, amongst others.
Therefore, it appears that, it is not only very highly-time consuming for the managers and owners of
these small companies to better assess and manage the aspect of employees’ satisfaction, but it is
also very costly, too. Time and lack of proper budgets are accompanied with other constraints such
as lack of specialised HR personnel and proper assessment tools.
Another reason for the limited attention being given to employee satisfaction management is the
insufficient understanding amongst small company owners of the business case and importance of
investing in keeping their employees satisfied. Without sufficient understanding of the return on
investment of HR interventions, small company owners will not allocate the time and resources
necessary to properly assess and manage employee satisfaction.
This research has thus not only highlighted the importance of more action needed for better
assessment and management of employee satisfaction, but it also, ultimately, marked the need for
higher prioritisation of employees’ satisfaction in these small companies, both aspects being salutary
and profitable to their long – term succeess.
In relation to this, the below list of best practices was captured as part of the surveys carried out in
the six EU countries. These best practices aim to provide some sort of direction, inspiration and
further recommendations to all the managers, owners and HR consultants of small companies, and of
course, to all others who have a keen interest in the subject of employees’ satisfaction.

6. List of Best Practices
•

Carry out regular tracking of employee satisfaction

•

Share the results of surveys also with the employees, not just amongst the
management

•

It is important that the Management team communicates the ‘’plan of action
regarding certain issues’’ to the employees

•

Be aware that different people have different characters, needs and preferences

•

Try to pre-empt salary dissatisfaction

•

Try to focus on tailor employee engagement surveys using reputable HR industry
sources

•

Informal meetings are the core foundation of employee satisfaction assessments in
small companies

•

Regula ‘Job Satisfaction’ questionnaires and surveys

•

Personal interviews done annually or as needed

•

Carry out regular team assessment games which can help strengthen team building
and relations between colleagues

•

Encourage employees to play a part of a team and have the common goal to
complete a project

•

Annual dinners offered by the CEO of the company and drink nights twice between
all the team twice a month. All these activities can help strengthen the trust
between the employees and the employer

•

A short version of an employee satisfaction survey without the involvement of the
management

•

Giving employees the choice of working in a specific team contributes greatly
towards the increase of their satisfaction

•

Remember the goal is to take care of the employee

•

An opne-two way communication is the goal towards an effective corporate
culture

•

Create a well-equipped workplace

•

Include an ‘’intermediate link’’ in the process of employee satisfaction assessment

•

A properly motivated employee equals a more efficient and satisfied employee

•

Once or twice a month - start the day by inviting your staff for breakfasts
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•

Focus on anonymous survey. This allows the employee to answer in full
transparency

•

Annual interview: if the relationship between the manager and the employee is
serene, this is a privileged and often very constructive time for both parties.

•

Be a motivated manager who is involved with his employees

•

Involve employees in the company's various projects

•

Implement efficient solutions following the analysis of employee feedback

•

Explain to the team in a clear and open way what do you intend to instil and how
do you intend to improve the situation

•

Provide tools which can help the employees to express themselves

•

Focus performance appraisals on improving key competencies

•

Prepare a continuous training plan

•

Active listening, not only to people, but also to data.

•

Take care of the employee experience (EX) from onboarding

•

Develop an employer branding

•

One of the most important ways of improving communication is making sure that
lines of communication between managers and employees are open. Managers
should be accessible and be able to set aside time to aswer phone calls, emails and
chats with their team members.

•

Emotional salary - Flexible working hours and family reconciliation are vital
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